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California, 2007 

     Commander Cody sits at his desk contemplating his career, this being his last day at work.  

Law enforcement is suffering.  Police agencies are losing expertise, stability and credibility as 

the statewide enactment of the 3percent at 50 years of age retirement system has taken full effect.  

The aging of the police population has left agencies scrambling to fill vacancies to maintain 

their levels of service.  Agencies have lost their entire middle management ranks.  Lieutenants, 

once seasoned veterans, are now averaging five years in the field.  Although the best and 

brightest were recruited, most do not have secondary education or all the skills and abilities 

required of middle managers today.  There were critical mistakes made at the management 

levels and public confidence has waned considerably.  Law enforcement was unprepared for the 

change and had no idea what to do about it. 

     Citizens today are complaining about a lack of leadership.  Throughout history, Americans 

have faced challenges with the emergence of strong leaders.  From Benjamin Franklin to Robert 

E. Lee, from George Patton to Martin Luther King and John F. Kennedy, people have seen the 

likes of great leaders.  No longer can we expect a John Wayne to ride in on his white horse and 

fix everything.  The current crisis in leadership is partly due to the shift in the leadership 

paradigm.  The definition of leadership itself is changing.  It involves courage and strength of 

character.  People must find the power of leadership within themselves.        

      Law enforcement agencies, now more than ever, must look at redesigning their future as they 

look towards 2007.  Much has been written in recent years about the difference between 

managers and leaders.  Managers typically have handled the daily operations, put out the latest 

fires, handled budgets, and maintained the status quo.  Leaders are men and women of vision 

who see how the daily details fit into a larger pattern.  Leaders plan, facilitate change, and inspire 
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others with a vision of greater possibilities.  Law enforcement today needs committed leaders 

who can envision this future and individuals who can really be “agents of change”.  The world is 

changing minute by minute, as evidenced by the tragic events of September 11, 2001.             

     What will be the characteristics needed of a middle managers in the year 2007?  What does 

the future hold for middle managers?  What role will they play, what does the public expect, and 

what will define their position in the next five years.  Will middle managers become strong 

leaders?  To lead by example, challenging their organizations to fulfill their highest potential is 

waiting. 

     Many issues may define the characteristics of a middle manager.  A glance back to the history 

of traditional law enforcement management, illustrates a much different description from today.  

“The primary function of police is the preservation of peace and order.”1  While that continues to 

be part of the law enforcement function, new concepts of community policing, with increasing 

expectations has evolved.  In 1970, the Presidents Crime Commission said in part, “ Too many 

police forces have serious organizational deficiencies and appear to have evolved without 

conscious plan and serious deficiencies in internal communication, coordination, supervision and 

direction of effort and control.”2  Strong leadership and middle management have slowly 

changed this climate over time.  An examination of the history in California will exhibit some 

distinct trends to examine.  The need for higher education for middle managers, technology, and 

community-oriented policing philosophies are several that are continually evolving.  Historically, 

police officers were recruited from the military ranks and had little formal education.  Law 

enforcement officers through promotions, the middle managers and executives learned on the 

                                                 
1 George T. Felkenes, The Criminal Justice System: Its Functions and Personnel (New Jersey: Prentice-
Hall, 1973),  18.   
2 President’s Commission on Law Enforcement and Administration of Justice, Task Force Report: The 
Police, (Washington, D.C.: U.S. Government Printing,  1967).  
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job.  Sir Robert Peel spoke of the need for a professionally trained police force in 1829.  The real 

emphasis came from August Vollmer, the father of modern policing.  Vollmer placed the first 

real emphasis on professional training and education, by proposing police have college degrees.3 

The Wickersam Commission, as early as 1931, recognized the need for increased educational 

standards for the police.  The rationale was the police could recruit their share of intelligent 

young people from each year’s addition to the work force.   

     Technology will continue to play a major role in the law enforcement arena.  Cheaper 

computers, faster processors, and the Internet have made law enforcement dependant on 

technology more than ever before.  New technology in DNA, tracking capabilities and identity 

theft crimes have increased dramatically, and require much more training and education to solve 

these crimes and understand our potential in the world of technology.  A critical component of 

the successful organization is its managers.  There are hundreds of management books on 

shelves and an equal number of consultants conducting organizational behavior analysis, all 

designed to improve efficiency.  The trend in recent years has been to downsize organizations, 

with the middle management sacrificed to reduce costs.  We have seen this trend reverse itself in 

the past few years, with organizations realizing the middle manager was a critical link in the 

hierarchy of traditional law enforcement.       

     Numerous books point to several prevailing trends.  In the book, Fast Forward, it was said, 

“The traditional management approach was that its assumptions about the unpredictability and 

pathology of human behavior became self-fulfilling prophecies.   The systems that ensured 

control and conformity also inhibited creativity and initiative.”4  Middle managers must have a 

very clear understanding of, and answer to the question, “What is our business today and where 

                                                 
3 August Vollmer, The Police and Modern Society (Berkeley: University of California Press,  1936), 22. 
4 James Champy and Nitin Nohia, Fast Forward (Boston: Harvard Business School Press,  1996), 21. 
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are we headed tomorrow?”  Law enforcement agencies are familiar with such phrases as “to 

serve and protect” and “to save lives and property”.  There is so much more to the business of 

police organizations.  Police must learn how to run a more efficient business and stop performing 

duties that do not support this strategy.   Robert Kaplan said, “If you can’t measure it, you can’t 

manage it.”5  An organizations measurement system strongly affects the behavior of people both 

inside and outside the organization.  This does not mean law enforcement will stop detecting 

crime, arresting offenders, and preserving order.  It means law enforcement may need to focus on 

those areas and stop performing duties such as taking cold burglary reports and collecting found 

property.  The result is law enforcement working in partnerships with other agencies and 

possibly private security companies.                      

      Unemployment is an issue in this nation and criminal justice needs to better utilize our fellow 

citizens and entertain the idea of hiring them to perform certain specific jobs.  Certainly, they 

would not perform any duties of a sworn officer, but using them for specific tasks could benefit 

both.  This is another step towards visionary leadership, where law enforcement faces society’s 

problems and looks at how the quality of life can be improved.  Law enforcement could take the 

lead and help resolve devastating social problems.  Now, in this time of unrest and fear, law 

enforcement managers and leaders require strength of character, courage and sometimes a 

deviance from what is popular.  Law enforcement needs to inspire confidence in people who are 

fearful, and must decide, choose and act in a moments notice.  The best and brightest managers 

who project confidence when others are unsure are a critical component.  Citizen’s will need our 

assurance, that dealing with uncertainty and change is necessary, and will result in something 

better for us all.  Managers must begin rowing rather than steering the ship.    

                                                 
5 Robert S. Kaplan and David P. Norton, The Balanced Scorecard (Boston: Harvard Business School Press, 
1996). 21. 
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Future Study 

 
     The future job of middle managers will be influenced by a number of changing factors and 

trends, many which cannot be anticipated.  Rarely do employees have an opportunity to make 

change in their profession or organizations.  To become an agent of change and alter the climate 

of an organization, steps must be taken to achieve desired change.    

     Some predict more than 20 percent of all senior management in large agencies will be at risk 

of retirement in just a few years.  Middle managers must recognize the value of succession 

planning.  It must be looked upon as a daily activity to be undertaken at all levels.  It must be the 

concern of every sheriff or chief who wants to retain and develop first-rate managers now and in 

the future.   

 
Issues to Consider 

 
What training will be required of a middle manger?      

     Middle managers will need to work smarter, not harder.  Technology will allow middle 

managers to achieve better results and fight the war on crime.  Complex databases, DNA 

advances, laptop computers, communications, and inter agency networking will assist law 

enforcement and managers in their ability to solve crimes.  Managers will need advanced 

training to stay up to date on technological advances and make informed decisions on computer 

programs and equipment that would benefit the agency. 

     Technology is changing the way agencies teach and employees learn.  The National 

Education Association believes middle managers will need to understand what technology can 

and what it cannot do.6 

                                                 
6 National Education Association, Technology, National Education Association, 2001, http://www.nea.org, 
3 November 2001. 



 

 6

     Human Resource management will be of great importance in the future.  Changes in 

demographics will alter further the nature of our once homogeneous communities.  A predicated 

“14 percent increase in the 15-24 year old population by 2005 will raise crime rates, as the 

individuals in this age group are most likely to commit or fall a victim to crimes.”7  According to 

Gene Stephens, the United States has experienced a 13.2 percent increase in African Americans, 

a 53 percent increase in Hispanics, and a 108 percent increase in Asians since 1990.8  “A rise in 

crime has accompanied this diversification, as cultures and values have clashed.”9  This will 

require a better understanding of the community law enforcement represents and an awareness of 

the diversity of the people; both in the community and one’s own organization.  Higher 

education will be deemed a requirement of the middle manager of the future.  This will improve 

not only the manager’s knowledge base, but provide a basis for the broad understanding of the 

larger societal issues underlying the law enforcement purpose. 

 
What will the community expect of the law enforcement middle manager? 

     The public will increasingly require new forms of problem solving, work groups, and 

organizational structures.  Society will demand more efficient and professional police services 

that may lead to regionalization and/or privatization of agencies and services.  These may evolve 

from budgetary restraints, as law enforcement agencies prepare to enter an economic slump, that 

may require a reduction in budgets by as much as 15 percent.  Privatization may increase as 

private security numbers grow as much as 50 percent in the next 5 years.  The lines between the 

                                                 
7 Craig Russell, True Crime, American Demographics, August 1995,  30. 
8 Gene Stephens, The Global Crime Wave, The Futurist, July  1994. 
9 Ibid. 



 

 7

haves and have-nots will become wider and more distinct, potentially allowing private police to 

become the law enforcement of the rich.10  

     The public will demand an understanding of the issues and needs of the community from the 

police.  Law enforcement will need to meet the need for diversity in their agencies.  Non-

traditional, creative problem solving training and education needs to be implemented and 

required for managers.    

 
What may impact the characteristics needed of a middle manger of the future? 

     Many events could impact the position of the middle manager.  One event that always affects 

organizations is budget cutbacks.  This will require highly educated, knowledgeable managers 

that truly embrace integrated collaborative projects, designed to meet the challenges of the 

future, while correlating budgets to strategic planning priorities and results.  This will require 

additional training for middle managers in “best practices” or “balanced scorecard” systems that 

enable them to effectively and efficiently project the future.  The team concept of management 

must be understood and embraced, so work teams consisting of community, line level, and 

business partners are all focused on improving the quality of life in the community. 

 
Trends 

 Amount of Human Behavior Training Provided. 

     Human behavior training is the understanding of others (cultures, nationalities, religions, 

beliefs) in both the community and internally.  Training will focus on organizations doing a 

better job of understanding their own employees, and will require managers to develop 

competence in interpersonal relations.             

                                                 
10 Police Futures Group, Trend Watch! Private Security, (Ottawa: Association of Chiefs of Police, 2000),  
1-3.   
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     A critical component of law enforcement will be its ability to understand, and service the 

citizen’s it represents.  Managers need to recognize the dominant presence of Generation Xers, 

those current twenty to thirty year olds who value a balance between work and personal life, 

which are entering the law enforcement arena.   There is a need to recognize their imagination, 

which will potentially create a more innovative workplace.  This need for increased 

understanding through training will enable managers to recruit and retain the best and brightest 

individuals in the future.  This type of training will continue to increase in the future, as there is 

critical need in this area.   

 

Use of the Team Concept of Management  

     The team concept of management is defined as a networking of management, rather than the 

traditional hierarchy.  The rigid paramilitary form would incorporate working teams that consist 

of all levels: from line staff, to community leaders, to businesses.  The trend in recent years has 

resulted in a downsizing, or flattening, of middle management.  This will result in a necessity to 

foster team oriented problem solving.  Law enforcement must assess itself in terms of 

capabilities and infrastructure required to deliver an ideal level of value, as defined by their 

customers and stakeholders.  There is a greater need for a multi-agency approach in the 

community and for the police in some instances to take a reduced role.  There is a need for a 

sharing of knowledge and technology and databases containing it and it will take leadership of 

managers to take a lead role.  The police manager is a significant contributor to a multi-agency 

approach to ensure a caring community came about.  This concept was virtually unheard of five 

years ago, but will increase in the future. 
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Importance Placed on Higher Education. 

     Educational requirements need to be established for law enforcement, with an emphasis on 

higher education, for promotion to management within the organization.  This is a crucial first 

step in law enforcement becoming a profession.  A lack of professionalism directly relates to 

misconduct in the field.  Higher education is believed to decrease unethical and dishonest 

behavior.  The trend is toward some years of college for appointment and higher requirements 

for promotion to middle manager ranks.  Education programs should be a matter of formal policy 

and higher education should be viewed as an occupational necessity.   

 

Civilianization of Middle Management. 

     Civilians will be utilized in areas such as business management, technology, legal, training, 

and funding resources.  This might include privatization of some non-law enforcement functions.  

Civilians will become increasingly important, as agencies release sworn officers to deal with 

crime.  Law enforcement can also benefit by utilizing civilians in the areas of entrepreneurship 

and best practices.  Although some agencies have already begun to outsource some non-law 

enforcement jobs, most feel the likelihood of civilianization of middle management was unlikely 

to occur.   

 
Strategic Planning 

     Law enforcement leaders will need to plan for structured change.  Strategic planning will 

assist law enforcement agencies in obtaining the skills to develop a well-structured method for 

creating change.  Clearly stated goals are critical to the success of change.  Looking toward the 

future, we can imagine desirable and undesirable directions for the needed characteristics of the 

middle manager.  This will assist leaders create a desirable vision of where middle managers will 
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operate in the future.  What will be the future characteristics necessary for middle managers? 

There may be no recipe.   The answer will be the vision of what we want middle managers to 

become in the future.    

Preferred Strategies 

Organizational Development 

 Develop a clearly defined mission statement. 

 Managerial budget and planning instruction to ensure resources are allocated appropriately 

and effectively. 

 Organizational culture is critical to the success of an agency and middle managers must 

ensure proper ethics are exhibited. 

 Recent downsizing in middle management requires more team oriented approaches and 

networking to resolve issues. 

 Compensation, particularly educational incentives, must be established and supported to 

ensure retention of experienced managers. 

 The organization must stress increased education and require higher education for promotion 

into management. 

 Traditional hierarchy needs to be replaced by work teams, including all levels of people in 

the organization and the community. 

 Non-traditional forms of classroom learning should be explored to meet the needs of a 

manager’s non-traditional work schedule. 

 Managers need to give up their possessiveness and empower their subordinates to solve 

community problems.11 

                                                 
11 Federal Bureau of Investigation, Futuristics and Law Enforcement: The Millennium Conference, 
(Virginia: Technical Services Unit, FBI, July 2000)  21-25. 
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Personal Development 

 Performance standards and measures must be identified and quantified. 

 Managerial team must ensure a diversity to effectively reflect the demographics of the 

community. 

 Mentor within the agency to identify managers / leaders at an early stage and expose to 

specific training for career development. 

 Post secondary / higher education required. 

 Mandated continuing education with a move to professionalizing law enforcement. 

 
Conclusions 

    It is apparent that education plays a critical part for the middle manager.  It was a component 

to almost all of the trends and several of the events.  Unfortunately, higher education has not 

been accepted or adopted as quickly as expected in the law enforcement field.  The future 

portends increased emphasis on higher education for law enforcement in general, managers in 

particular. 

     Where do we go from here?  The future middle manager will become a generalist in many 

areas.  Requirements will be strong leadership skills, organizational behavior and human relation 

skills, education (of both the public and police), and partnerships are critical components in the 

new expectations of middle managers.  Where law enforcement appeared to be headed towards a 

kinder community policing atmospheres, society already desires officers to have a more visible 

presence on the street to protect citizens, since the events of September 11th, 2001.  Law 

enforcement may know that having uniformed officers on the street does not automatically deter 

crime, the public perception is very important to our success.  Managers are critical to the 
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informed public.  The citizen’s need to understand officers are not the only factor in preventing 

and reducing crime. 

     There is a need to recognize the important role the media is playing in our lives because of 

politics, including war and terrorism.  Managers will need to be extremely sensitive to the media 

and its presence.  Media training will become a way of life for successful organizations.  

Successful managers will master this as an opportunity to “sell” their organizations and use the 

media as another tool to success.  

     One of the reasons law enforcement has had a recent reduction in the middle management 

ranks in the past few years was technology.  Like every other business, law enforcement felt we 

could do more with less, and computers were to take the place of people.  However, a lesson 

learned is that computers cannot replace humans.  The citizen does not want to report his 

burglary over a telephone, or even on-line as some agencies offer.  The typical citizen still wants 

to talk to their police officer.  They do not want a phone tree; they want a watch commander 

when they have a complaint.  More and more agencies are re-staffing their agencies with live 

bodies, because that is what the public expects and deserves.   

     It was believed computers would make a mangers job easier.  One could track their 

personnel, increase their span of control, and work from home.  No longer in the field, the 

human contact was lost, and law enforcement suffered.  Critical mentoring of supervisors and 

the experience middle managers brought to the organization was gone.  The conversations at the 

local coffee shop were replaced by voice mail messages with no face-to-face interaction.  Was 

efficiency increased or effectiveness lost?   

    What will be the characteristics needed of a middle manager in a large law enforcement 

agency by the year 2007?  Leaders of organizations need to determine what fit is the best for 
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their organizations, their community, and society as a whole.  Managers will become servants in 

the true sense of the word.  Today’s organizations can no longer afford merely to be managed; 

they must be led.  Awareness will be an important factor in the future of middle managers.12  

They will need to be aware of their organization and realize the most important factor to an 

organization’s success is its people.  Middle managers need to put people first, model self-

responsibility and maintain high expectations for results.13  The responsibility for creating the 

environment that supports continuous renewal lies within the leadership of middle managers.  

This means balancing the needs of people – an organizations most important asset – and the 

need to create effective results in the protection of the community at large.  It means the social 

and environmental responsibilities within and beyond the organization.   

    The intention of this article was to develop the framework, disciplines, and visions for 

developing the characteristics needed of the future middle manager.  Good skills, higher 

education, a desire and understanding of servant leadership will be required of the middle 

manager of the future.  This individual also will need something that is immeasurable: good 

intentions.  Image is one thing; leaders of organizations must have a clear understanding of their 

middle managers and promote those individuals who are actually doing those things that are 

coming from an aware, interested, caring and honest perspective.  The choice is clearly ours to 

be make.   

 
 
 
 
 

                                                 
12 Ed Oakley and Doug Krug, Enlightened Leadership (New York: Simon & Schuster,  1991), 227. 
13 Ibid. , 237. 
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